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To: Director, Region 111, 0C0 

From: Senior Civilian Advisor, 31st DTA 

Subject: Unification of the Military and Civilian Organisation 

The purpose of this memorandum is to forward my comments on the proposed 
unification of the military and civil efforts under a single manager 
system. It may be useful to you in formulating an organization to make 
tie best use of available resources. If not, it will be of use to me 
as a codification of my views at the end of ay first full year in Vietnam. 

In prin ciple. I heartily endorse the single manager concept in all omer c ,eni y 

situations, lhere are obvious advantages in efficiency, economy and 

expedited action. There are also certain obvious dangers. A single 
manager is only good if he is a good manager. We have had a single nunage. 
(the ambassador) for a long time. At the national level we are siin >ly 
switching managers for a small part of the total program and, at that level, 
1 consider that a change has been long overdue. We can only profit from 
a leadership that is more dynamic and aggressive than we have had. 

similarly I am too new as a civilian to be much frighten ed by the thought 

of working lor a military commander. 1 have done it most of my life. 

Despite the above I must admit to some uncertainty as to what is to be 
accomplished by the change in this particular situation. If we had a 
situation where one part of the team had been slteceoding and the other 
failing 1 could certainly see some point to placing the successful one 
in charge. That is not the case in Vietnam and far more will be required 
to reverse the trend than simply to appoint nsw managers. 

Prior to 1965 the American effort in Vistnam was strictly ativisory_ 9 n 
tahh tf.B gillUTY flJT? the sW-glue- in., 19 ^,it was ovident that ^acn 

had produced a monumental failur e. Un the miliUry side AnVN was defeated 

and on the verge of total collapse. the civ ,11 side near anarchy 
existed in a government too narrowly eased, tiiw!'venal, too lnelficiont 
and too indifferent to the needs of the people^'; We simply cannot evade 
the evaluation that both the military and civil/c *tvisory efforts were 
dismal failures. At that time our government Vi&ctod to salvage the 


half a million American military 

r are now here in an operational^ ue and 

doing ver^ well# llo ouch diciaj 

Lon was *i\ade regarding the civH : ^iort 

, mV, on* frtr m m< dlCiil tWfltFa iHd 


a minor effort in niblic ..orks the civil programs, tnen ana now, nave no 
operational capability. Further it oust be said that after two years of 
massive effort the military have not secceeded with their advisory effort. 
ARVH is still almost a joke as s military organisation. Its morale is 
low. Us tactics are obsce ne, it is yensl, undisciplined, end its resources 
end leadership are fragmented among too many semi-autonomous organisations. 
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It was, la fact) the impotence of the military to produce victory in this 
tjpe of war which lod to the Revolutionary Development Program. Obviously 
if our military was able to achieve a clear victory in this type of war we 
would not have required the painfully slow effort to win allegience by 
other means. I as not aware of any thoughtful observer who will contend 
that our obsolete military doctrine can produce a victory in this type of 
V&r. Now wo conte-iplate salvaging a failure by placing the alternate 

solution in the hands of those who produceu the primary failure . 

1 have also b-en impressed, or depressed, by the many editorial comments 
to the effect that the RD program was hampered by the lack of security 
and that security would be secured by placing the RD program in the hands 
of the military. This convulsion of logic is beyond my mental powers 
and I will not struggle with it. The military, through their advisory # 

effort, have been charged with the security of RD. it has been their 
mission. They have failed, apparently, on a nationwide basis but not, ) \wigra 
to date, in this DTA. To imply that they will be more diligent in provlii'iAg \ 
security if they are responsible for the whole program rather than only its 
security is a libel against the American Army which I reject with all 
vehemence. Their failure has bot been due to a lack of dilligence but to 
a lack of capability. Their capability will not be enhanced by simply 
expanding their responsibilities. 
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I therefore believe that, in the present reorganisation. 


In substance, A wum upxao.p mm,, __ 

wr are uniting two proven failures in the desperate hope that the whole 

will be greater than the sum of its parts and that out of two inept 

programs a winning combination can be iormed. 1 doubt it. 

Unless the reorganization presages fundamental changes in policy 1 predict 

tF.at it too will iail and its failure will have far reaching effects on 

the American government and society. 

If, for example, the reorganisation envisions that the civil programs will 
become operational as well as advisory 1 would have hope. 1 am no longer 
willing to be bound by the doctrinaire premise that "we must let the 
Vietnamese do it". A failure here will not be regarded as a Vietnamese 
failure. .Neither the world nor the American public will accept the excuse 
that "we just couldn't get the Vietnamese to do li^. 


'V 






Certain programs lend themselves to our efforts in an operational sense 
while others do not. For example I cannot imagine great numbers of 
Americans here as school teachers. I have no difficulty envisioning the 
use of American contractors performing massive Public Works. 


If an operational capability is to be added to our role then the participation 
of the military will be a very good thing. They are superb in the operational 
role while cur leadership is not. If our role is to remain advisory then 
the participation of the military will simply be a case of the blind leading 
the blind. 
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Th* practical problems will be immense. Every military man I have talked 
to la absolutely adamant that the 0C0 official must be the deputy to the 

military man at every level. To me this is rather nonsense for the following 
reasons: ^ 

1. iftiile 1 personally am accustomed to working for military men 1 

could always work with the thought that periodically 1 would be the commander. 
Ine channel was open. I could not reconcile myself to working in a 
p ermanent deputy status with the opportunity for conmand denied'.' a- 

2. 0C0 has quite a number of distinguished soldiers on its roles. 

It is simply not concievable that men such as Wilber Wilson, Wendy Knowles, 

To* uones, you and me, Chet Richardson, and others should be permanently 
relegated to deputising for our juniors and often our inferiors. 

3. In practice the deputy status would be a one sided affair in 
most cases. The military would not hesitate to exercise command over both 
sides but the OCO deputy would not have authority over the military. 

4. The short tenure of military men in country would mean that OCO 
people with years of local experience would constantly be struggling 
against the inexperience of their superiors. On the other hand any OCO 
official plated in command status should understand that the normal civilian* 
rules of 40 hours plus overtime, safe haven visits, etc., would have to 
be waived or severly curtailed. 






Hy specific conclusions are: 
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f; Th? team chief at ea ch level should be selected on the basi s of 

U l ?-^ th |.l P ! rSOn ? 1 if leS lnvol fo- In W An either J-ir, IW)-» 

r Wilson would be a better choice than anyone now in Province. 

In Tay Ninh it would be better for MACV to provide the team chief for 
reasons quite apart from Navasio's undoubted competence. Hau Nghia is a 
very special case in which neither man is considered adequate to the job. 

The team chief should be selected from other candidates. 


2 *— The Team Chie f should report directly to the II Field Force. 

-TT^L 7 f? r .deification withou t reference to the L)TA . As an 
h ® ®ncmld report only to the DTA on operational matters. In other words, 
on the civil side, the DTA should either be made effective or not used at 
all. Use of the DTA would be more in lino with AhVN organisation but would 
require a substantial increase in civil personnel at that level, on balance 

f* ?wf e “° Tl ? g ** m froa ** Province/Region channel and retaining 

t n the military side only with respect to regular ARVN unite and their advisors, 
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_1?^,-'* C n i l | pr ?^r a iL hoU i d u ev * lop e * substantial operation ^ 

fil£*MUty particularly in the fields of Public Health/public WorksT 
Resources Control. * 


and 






























